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CIA CAREER COUNCIL,
65th Meeting
Thursday, 25 May 1961
DCI Conference Room

2:00 ~ 3:20 p.m.

« +« . . The 65th Meeting of the CIA Career Council convened

at 2:00 p.m. on Thursday, 25 May 1961, in the DCI Conference Room, with the

following present:

Emmett D, Echols, Chairman
Robert Amory, Jr., Member
25X1A9a Matthew Baird, Member

Lyman B. Kirkpatrick, Member
Lawrence K. White, Menmber

25X1A9%9a » Bxecutive Secretary
rding Secretary
25X1A9a Lewrence R. Houston, General Counsel

I < vate Nerber

Followlng is a verbetim transcript of this

meetling . .

25X1A93 MR, ECHOLS: TFirst I'd like %o sey that unless there is some obJjection,
Mr. _will be the Executive Secretary.
Any comments on the two sets of minutes attached to the agenda?

MR. BAIRD: I move they be accepted.

25X1A9a vr. [l secona.

MR. ECHOLS: We will now go to item 2 on the agenda, which is a small
brief and a proposed draft Regulation, which 1s here for just general views. There
has been no attempt to formally coordinate it. It contains a few new ideas.

MR. KIRKPATRICK: May I ask a question? Is one of your objectives here
to end up with fewer categorles of personnel?

MR, ECHOILS: T think factually we end up with more. This structure which

T have outlined here is similar in many respects to those of the competitive Civil

1

Approved For Release 2001/07/12 : CIA-RSE&B&£6R000800120031-1



Approved For Release 2081407/12 : CIA-RDP80-01826R000800120881-1
SEGRET

Service. They use the terminology, of course, of temporary appointments; they use

the terminology of career conditlonsl; and they use the terminology of career appoint-
ments. This plcks up the concept of the reserve appointment that 1s in the Foreign
Service gtructure. The major difference between our career conditional as suggested
here and that of the competitive Clvil Service 1s that at the end of a 3-year period
in the competitive service one automatically, without any further action, i1s con-
sidered to be in the career category. I think that, in terms of what we have bullt

on 1n the past - the idea of Career Service, the review of an individual's performance
by his Career Service, and acceptance into the Career Staff, we have tried to give a
certain stature to this and a modus operandi for entering into that status. Unless we
want to abandon thet completely, I think we want to make this transference from one
status to another a deliberate exercise, and this, I think, will in addition provide

a legal basls for whatever program of benefits and advantages that we may want to
develop aver the years for our true career people. At the present time we don't have
any solid basis for developing anything like this. We can't differentiate between

our career people and those who mlght be here because we have a three-year need to
expand our Agency to meet some situation. Now maybe I'm not orienting my presentation
here very much, but the reserve category I would hope we would use to meet temporary
needs to expand the Agency to meet a Korean situation or something like that, or to
bring in speclalists who heve no intention of meking a career in the Agency, and don't
desire 1t, and we don't want them to, but we need them to do a specific job; for
example, the new building plenning jobs -- things like this -- for three or four years'
duration. You go out and hire specialists to do this job, and everybody understands
they are here for this purpose. And you leave them out of our career program. These
are term sppoilntments, and when they expire and thelr term is up we have no problems

whatsoever of disposing of the person, end we don't have to run a TOl exercise or e

selection out on them.

25X1A9a MR. - Once you are hired by the Government how does the Government
divest itself of you? Suppose you want to stay, and you sey, "I've changed my wind -

T want to stay for seven more years." How do we get rid of them?

MR, ECHOLS: Let me say the legal basis for this is that it specifies the
term of the appointment.

2
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MR. HOUSTON: What in effect we heve, being exempt from the clagsified Civil
Service, is that we make contracts to the employees. Our oamth of appointment is an
open contract. But we can close it. We can have & one year contract, a 90-day, or
a five year contract--whatever we want.

25X1A9a MR, - You can do that?

MR, HOUSTON: Yes.

MR. BAIRD: I read this very well wriltten, short Regulation, but I couldn't
answer myself, at the end, well, what does it really do? What does it do to satisfy
those who at one time thought there was a blg umpty-dumpty-do Career Service get up
in CIA?

MR. ECHOLS: Several persone have mentioned this: This doesn't tell me
what you are aimlng st. There was no attempt in this Regulation to set forth a full
career program. I would hope that this Regulation would only provide the legal frame-
work, 1f adopted, upon which we would build. And there would be other policies relating
to many programs which could be carried out with this legal framework. But first you
need the framework. And my only purpose here would be to establish by regulation the
legal framework of appointment actions, each with a pecullar significance, and with
this framework you cen then build your programs of all different kinds, including
developmental programs.

MR, KIRKPATRICK: Do you feel this would give us more flexibility, Emmett,
than we have now?

MR. ECHOLS: Yes, much more flexibility.

MR. BAIRD: This makes your Job easler?

MR, ECHOLS: It will in future years.

MR. KIRKPATRICK: It would meke everybody's jJob easier, it seems to me,
in one way. One thing that interests me and is perhaps more to the point than my
original question 1s: Do you feel thet this will result in fewer persons being true
careerists?

MR. ECHOLS: I would think that under this program 90% of our people would
be careerists. I'm Jjust meking s guesstimation.

MR. KIRKPATRICK: You mean 90% of the eligibles? You have only about 67%

of the Agency in the Career Service - simply because they haven't served their 3 years.

3
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MR. ECHOLS: Yes.

And the size of the reserve category we cannot antlcipate. I think
1t will generally be very small, but if you did have something where there was a need
to expand the Agency rapidly for a specified burpose, and you know it's a short range
purpose - short term, probably two or three or four years - I would bring them in as
reservists. And should I be wrong - should subsequent events show this is going to
be & permanent activity, needs permanent staffing, you can always convert from a
reservist to a regular appolntment.

MR. KIRKPATRICK: How would you hendle the case, for example, of e retired
officer from the Forelgn Service or another Government Department or the military
who had an abllity that we wanted but he had already completed one career in the Gov-

ernment. Would he come in and still be eligible for the Career Service, or would he

be a reservist? 25X1A9a

MR, ECHOLS: ILet's personify this a 1little bit. Take_ for

example~-I think it would have been ideal if he could have come in as a reservist -

if he had a reserve appointment for a 5-year span.

MR. KIRKPATRICK: You are very perceptive, because this 1s something I've
been laboring with for three years, and I have never sent in-applic%i@n(\
for Career Service becsuse I don't believe this was ever what I intended Career
Service to be ~- and this isn't something I've done behind his back - I have talked
to him about 1t, and he is a well-qualified man for a period of time. But Career
Service 1f it's going to mean anything should also mean protection and status. It
seems to me 1f we ever had a big cut down and White sald to me I had to cut the IG

25X1A9%agtars 1in half,-wou.ld obviously be one of the first to go, because he was

retired once, and he 1s back here because he has a contribution to mske. Am I wrong

in that philosophy?
MR. ECHOLS: WNo, I don't think so.

MR. BAIRD: And you would say the JOT's would all come in under the career

provislonal program?

MR. ECHOLS: Yes.
MR, BAIRD: And you think this would make just as good a recrulting pitch

to them as the method used now?
N

o
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MR. ECHOLS: I wouldn't think it would make & serious difference to them.

MR. BAIRD: You already hire him on & year's probation, and he now has to
walt three years to become a menber of the Career Staff.

MR. ECHOLS: At the end of three years if you don't want him he wouldn't
want to stay.

MR, BAIRD: What would you do then at the end of three years?

MR, ECHOLS: Now my first draft of this spelled 1t out - what would heppen
when a man has been here three years and has met the other criterion of being age 25 -
and 1t might be more than three years - at that point he might have been with us six
or seven years -- what would happen at this point? In almost every case the Career
Service concerned - the "using Office" - has had ample time to judge this individual
and his performance and so on, and they know whether or not they want him in their
Career Service. If they do want hlm, they would recommend his appointment, then, as
a career employee. And I think this should be legalized with a personnel action.

Now supposing for some flukey reason - and I can think of two reasons: one, a recent
transfer from one Career Service to another, so that the new, receiving Career Service
haes not had a chance to evaluate the man--
MR, BAIRD: That is the JOT, you see.
MR. ECHOLS (Continulng): --or an individusl who has recently gotten into
a8 little mix-up or scrape of some kind - maybe having trouble with his wife, or some~
thing like that, and you say you want to take a little more time to see if this guy
survives the problem he ig having, I would say you could recommend postponement of
action for up to a year. And that 1s stated here on page 3 (reading):
"The head of the Career Service will carefully evaluate the
individual's suitability for selection as a Career Employee
and will recommend to the Director of Personnel that the
employee be converted to Career Employee status, or that
decision be deferred for a period not to exceed one year,
or that other specific action be taken."

Now what is that "other gpecific actionﬁ? T had it all spelled out, and then I

gscrubbed it because I think this is & better approach in this Regulation. You might

recommend that the man be converted to a reserve appointment. You have looked at the

man, you have decided he is not career material, you need his services right now for
the next couple of years, and you want to give him a chance to make an orderly move

\
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to another career, so you offer him s reserve>appointment for two years -- and he
knows, then, that if he makes this conversion 1t's a term sppointment and st the end
of two years he automatically is out, and he hasn't g Jjob, so he very probably is
going to look for another job on an orderly basis. Now supposing the head of the
Career Service looks at this man and says: "I don't want him as & careerist, I have
made my judgment, and I don't want to stall on it any longer, and I not only recommend.
that I don't need his services but I don't even want him around." The unspoken action
here 1s you take action to remove the men from Agency employment. And, emong other
things, I think that with this type of approach it would be s very easy matter for
the Career Service to counsel this man six or nine months ehead of time and tell him:
"When you complete your time here we don't think we are golng to recommend your con-
version to career status"--and agein let the man go out and meke his own shift. 1In
other words, you get rid of people by counseling them in their own best interests
rather than throwlng them out the front door.
25X1A%9a MR._ If he didn't accept this change in status you would

then have to bring normal procedures into effect. You couldn't force him--

MR, HOUSTON: The way we look at this peper, there are just two types of
appointments - one ig indefinite and one is temporary.

MR. ECHOLS: One is indefinlte and one is term.

MR. HOUS?ON: And, if no time waes set, at the end of three years he would
be out.

MR, ECHOLS: This is a new ldea Larry gives me. I didn't realize we
could meke a term appolntment that would be indefinite in length.

MR. HOUSTION: It would be conditioned on specific eriteris ascertainable
in advance.

MR. KIRKPATRICK: Is this a technique that we could use to simply avoid
hiring a person on contract and heving him work in our staff cadre?

MR. HOUSTON: In pure concept all people are hired on pure contract. It's
Just when we leave it indefinite a certain impact of Government practice takes over.
8o we can make the contract what we want.

MR, KIRKPATRICK: But you feel you could hire somebody to do a research

job on a research project‘an& say: Your tenure ls simply while thls project is in
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effect, and we don't know how long it will take.

MR, HOUSTON: We would do it on a contract bagis.

MR. ECHOLS: It wouldn't be an appointment, 1t would be & contract.

MR. HOUSTON: But really our appointments are a different form of
contract, 1n essence.

MR, BAIRD: The only blanket group of employees who I can see that this
may cause some difficulty with 1s one very small group of the OCS/JOT'S who spend
two years with the military but are given credit for those two years, and about whom
we know not very much at the end of three years, however. So they would be put in
that reserve category?

MR. HOUSTON: Or not even put them in the reserve - Just extend their
provigional status.

MR, BAIRD: There are a large number of JOT's who go to the DD/P but who
spend thelr first two years on the T/O of the Office of Training, and then go to
DD/P for a determination on career status.

MR, ECHOLS: Well, you can get an extenslon for an additional year and
that would give you two years, then.

MR. BAIRD: I'm just trying to figure out what their psychology would be
here 1f we postpone thelr membership in the career staff.

MR. KIRKPATRICK: And particularly if they're behind people who came in

with them in the same group.

25X1A9a MZR_ As 1t is now they go into the Career Service--

MR. BATRD: At the end of three years - just automatically, because they
are sent an application form through the Office of Personnel, you see, and not
from the Clandestine Services.

MR, ECHOLS: Well, couldn't you make your Judgment after two years in
the JOT program and after one year on the job; couldn't you make your judgment?

MR. BAIRD: I think we could, yes. But I'm at the polnt where I'm so
sensitive to the JOT's - hsving some of the good ones resigning, that I don't want
to put any other barrier to thelr wanting to stay in our outfit and belng motivated

for Career Service.

MR, ECHOLS: Among other things I think this will give us a more
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accurately identified group of beople that you want to work with on rotational
assignments, development assignments, training brograms, end things like this, as
opposed to just one mass of employees.

COLONEL WHITE: I think that is a step in the right direction. I also
think that it's important that we get out something. There is an awful lot of
uncertainty in the Agency now - a tremendous amount - as to whether we have abandoned
the Career Service concept completely or not.

25X1A9a MR.- T was asked this in the Clandestine Services Review Course,
and I didn't know what the question went to.

MR. KIRKPATRICK: The withdrawal of the Regulation on the Career Staff

because of Regulations -
25X1A MR, ECHOL3: The old Regulation - gave retention preference to
Career Staff employees.

25X1A

MR. BATIRD: T think you have to look at it this way, too - that there are
going to be a lot of people, however, who will say: Well, the one that was rescinded
at least made something of the Career Service concept, and the one that replaced it
doesn't, so thls means we're just like any other employee in Government.

MR, ECHOLS: This would reestablish immediately the process of taking
people into a "career corps" - let's put it that way--we used to call it "Career
Staff", now 1t's a career sppointment.

COLONEL WHITE: Emmett, what do you expect to get out of us today on this?

MR, ECHOLS: Well, 1f the idea is worth pursuing, I presume then we mlght
want to farm it out for further coordination among the directorates.

MR. HOUSTON: Yes - because I think we would have gome views on the

actual wording.

25X1A%9a MR, _ I think it's nest, tidy, and useful. I like it.

COLONEL WHITE: I personally think it's & principle we should pursue, but
it's so importent I think I'd like for my Office Heads at least to see it and comment

on 1t. But I don't think we ought to delay it for too long.

25X1A9a - Fine with me.

MR. ECHOLS: Okay. It's agreed, then, that we will send copies to each
directorate for thelr further consideration and comments.

COLONEL WHITE: Why don't you let us as Deputies--
8
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MR. ECHOLS: That is what I say - we will send coples to each of the
Deputies for further exploratory action.
25X1A9a MR- I see no percentage in that -- just send it to the General
Counsel and when he has had his druthers that will be the end of 1t. [Tiaughte:;7

i
& MR, ECHOLS: Now Mr. Houston 1s also here for item 3 on the agenda - in

view of Mr. Kirkpatrick's memorandum -- which you haven't all read, because we have
kept it very much under the deck -- ralsing certain questions about our retirement
policy.

. . . . Coples of the Memo for the DCI (DD/S 61-1489, ER 61-3L427)

signed by Lymen B. Kirkpatrick, IG, dated 28 April 1961, subject:

Voluntary Retirement at Age 62 Under Notice No. - were then
25X1A

distributed to the members present .

MR. KIRKPATRICK: If I mey speak here, this memorandum which you are
about to receive originsted as a result of & letter which an officer in the Agency
wrote to the Director--and he 1s identifiled in this memo by name--protesting rather
vehemently against the 62 year old retirement progrem. Further, as you may all have
noted, it has gotten to the press. Joseph Young in the Evening Star had a column on
it, and he had done a little research beyond his replying to a complaint from one of
our employees, and in fact it was a column which was rather much on our side - saying
that the Civil Service Commission had sald that if we wanted to retire them at 62 we
could retire them at 62. And further, we heve had, and I'm sure we will have others,
who have protested to the White House and to the Congress. So what the purpose of
this memo 1s ig not in any way to suggest that we drop the program but simply to
suggest, as was contalned on page 4 of the memo, thet the Career Council give attention
to the effectiveness of the program; whether we want to continue 1t--and I'm sure in
my mind that we do; 1ts affect on Agency recrulting - which I would think would be good
reather than bad; the interpretation that has generally been placed - and I think Larry
ne head of the Retirement Panel can comment on that; and then recommendation (e) here
is something which I think should be done - maybe not on a blanket basls but certainly

within components; and (£) 1s something for consideration.

MR. ECHOLS: Of these six aspects to be reviewed, I think a report by larry

Approved For Release 2001/07/12 : CIA-RDP80-01826R000800120031-1



25X1A9%9a

Approved For Release 2004407/12 : CIA-RDP80-01826R000800120034-1

SECRET

might cover three or four of them and provide information for judgment on the others.
MR. HOUSTON: All right. From my side of it, I was nominated to be
Chairmen of something called the Agency Retirement Board, and we started to work -
_ and myself - a year ago January. We found some difficulty at
first, and we stlll have some difficulty, in running our part of the program due to
one of the points raised here--which I hope to come back to later--why we instituted
it and what specifically we are after. However, we have gone shesd and developed
working arrangements for the Board snd its Executive Secretary, and policy statements
which I believe are within the Director's overall policy but differ somewhat for the
three major components. The DD/P is the most stringent; in fact, very, very few
policy exceptions are made by him--and he wanted the earliest possible action on
those eligible. The other extreme 1s the DD/I, who has a good many people who work
well and sometimes better as they get older - even after the mandatory retirement age;
however, the DD/I follows the policy but in a somewhat more elastic manner than the

DD/P. The DD/S is closer to the DD/P but has a little more elssticity in ite appli-

cation.

Mr. Amory Jjoined the meeting at this point, and

25X1A9a vr [ chovev - - - -

MR. HOUSTON (Continuing): They sound somewhst contradictory, but we think

they are working to the best interests of the varlous components involved, as far as

we can see 1t from the Board's polnt of view. I have a statistical report as of

19 May 1961 covering those eligible for retirement through 1960 in which there were

241 in the Agency; actually retired in 1960 - 56; already retired in 1961 - 15;

retirements now scheduled and a firm date set in 1961 - 55. So welve got 126 aebout

which there is no problem.

MR. KIRKPATRICK: This is eligible for retirement through the calendar

year 19607
MR. HOUSTON: That is right.
MR, ECHOLS: You touched item 12 there, too.

MR, HOUSTON: 48 people altogether were extended by the components - were

10
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glven specific exemption for reasons important to the component, and are made up of
beople who are overseas and g few who were exempt from the Agency policy by the Fact
of their circumstances, and unwitting employees down at- 25X1A6a

Then retirements scheduled for 1962: L8 . and these are included
in those figures for those extended by the component or extended by the Retirement
Board. The Retirement Board has glven 36 extensions, and these are entirely on
some compassionate ground. We don't feel we have any right or prerogative to barge
into the command channel, but 1f the commend channel decides they don't want o exempt
& man because of specisl skills then we consider other aespects of the individual's case
and come back through the command channel to recommend extensions. That type of case
that 1s most frequent has to do with & type such as a receptionist. We have a case
here of a receptionist who is age 63. BShe entered the Agency in 1952, If she were
to retire now her annuity would be $627.00 -- and I Just don't think we can ask
someone to get out of the Agency on that annulty end with no real prospect for employ-
ment outside of the Agency with no prior work experience. However, we are very con-
cerned about these people when they become 70 and have to get out. So while we are
extending them, at the same time we are asking them to go to the Executive Secretary
of our Board, and other people in Personnel, and to come to grips with the problem
they will be faced with at 70. Their annuity wouldn't be much more - it probably
wouldn't be over $800.00. Then insofar as possible encourage them to go out as early
as they can and get work which with their small ennuities will meke them better off
than they would be by remaining with the Govermment until a later time. Now those
are the only ones to whom we give sort of indefinite extensions, and we say that we
will review their cases from year to year. Others heve come in and asked for a year
or 1l months, or something like that, on the basis that if they don't get 12 years
in they will lose their FEGLI or Benefit Health Insurance, and usually we consider
it 1s in the Agency's interest to go along with this and we have recommended extensions.
So, as I say, there are 36 of those. And we have only hed one or two on which there
has been an inquiry back through the command channel. At the present time there is
only one Agency employee flatly fighting retirement -- saying he won't do anything
about retiring, although he is currently eligible, and that is a speclal case because

his case is up in the Director's office for possible separation on other grounds.

11
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_ 1s the only other one who indicated he might not accept the policy

as applied to him, but he has come a long way around. TIt's quite interesting - some
of the ones who were adamant st first elther by persuasion or some other approach
have come around.

Now I went to ask this group's opinlon about this. The Retirement
Board 1s really performing a personnel function, but I think one thing it does do -
people might feel pretty strongly about retirement when they are told about it by

25X1A9a

thelr supervisor. But then they are interviewed by _ who instructs them,
etec., and often they are still pretty tough minded about what they want to do. Then
they appeal - have thelr case brought before our Board, and they finally have a pilece
of paper, signed by me as Chairman, saylng that the Agency sees no reason to exempt
them from the policy. I think this brings pretty hard pressure on the guy. That is,
as far as I can see, the main function of the Retirement Board et this time. And if
we are golng to stay away from using the Director's authority to enforce this--which
the Director has not seen fit to do--and I have no desire to perpetuate this Board
for my own reasons -~ in fact, I'd be very glad to be relleved, but 1f you think it
serves a useful purpose, I'll stay on, although I think there should be a rotation
of membership.

COLONEL WHITE: I think any Board of this kind should hsve representation
from all three of the directorates, even though somebody like the Director of Personmnel
might chair 1t, and if you accept the fact that in order to be effective it should
have the kind of representation which it has, I think it's still Just a little bit
better to be like 1t is than to have it chalred by Personnel - where people will say,
"The Personnel Office is doing this to us" -- and if Otto Guthe is sitting on the
Board and a DD/I man ig being considered then he has some feeling that he 1s getting
a falr sheke and not being handled arbitrarily., I think it's very helpful to keep
it like it is.

MR. AMORY: There is a certain amount of merit in not rushing this rotation
business too fast. Otto has given a lot of serlous thought to this, as I'm sure

has, but as you develop this body of law and precedent and guidance on this -

25)(1/\93i think this should go on for three or four years and maybe then rotate one at a time.

MR, HOUSTON: Yes, I was thinking of rotating only one at a time. And

12
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sometimes it hes been quite time-consuming, and both Eric and Otto have put a lot of
time on this.

MR. KTRKPATRICK: Why not leave it as it is for a year. But I think the
contimuity right now as we get rolling on this, 1s important.

COLONEL WHITE: I think the Board has accomplished a lot.

MR. HOUSTON: _is trying to keep himself informed on the

actual cases, and certainly the great majority of these 126 cases had not thought

25X1A%9a

of retiring before this policy was put in -- in fact, he knows of none that had
ectually planned to retire - that he has talked to. 8o 1t has an effect.
MR. AMORY: As to what the Board accomplishes, I'd like to ask a policy

gquestion here. The more I think of {1t the more I think that we don't have to have

or shouldn't have & uniform policy that brackets what you do with a GS-3, o8-k, or

G5-5 receptionist or stenographer with what you do with a G8-15 high-level admini-

strator., The latter clearly should be dropped if his staylng blocks promotions all

the way down the line, ete. But as = practical proposition, you keep a woman

pounding a typewriter as a @S-5 and all that does is it blocks a recruitment out

of Katie Gibbs who hes no equity in working for CIA. I noticed, somewhat to my

horror at first, that we have a woman working for the USIB who is 76 and golng strong,

and she is an sbsolutely first-class typist, and I've heen told she is all by her-

gelf and thet she would dle if she lost her job, so Sherman Kent said don't touch
25X1A9a her. Miss- i1g her name. But really, why does the Agency profit by kicking
out a perfectly competent woman in order to meke way for a 19 year old.

25X1A9a MR. - You haven't talked to Dick Bissell, I gather. He feels strongly -

retirement at 62.
MR. KIRKPATRICK: For everybody? irregardless?
25X1A%9a MR. i I vould hesitate to speak for him. He is more than capable
of doing that for himself. Why don't you ask him for his druthers on this sometime?
MR. KIRKPATRICK: I don't think the Career Councll wante to reasseuble

just for that purpose.

COLONEL WHITE: I think I'm right in this, that we don't have very many

25X1A9a people -- end really, with all due respect to Miss_ or whatever her neme is,

T really doubt she 1is as efficient at 76 as someone somewhat younger - but I can see
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how she might have been at 70 -- but I don't think we have very many more people who
won't have in 15 years' service--because we took in all these people at a time when
we weren't belng very discriminate. But now we don't take them in.

MR, ECHOLS: We don't recrult people any longer who willl not have 30 years'
creditable service by age 60 - it's now only on a special exception basis. And T
can speak to the gquestion of recrultment that you ralse. Last year we found 1t only
necessary 1ln the interest of proper recruitment to bring in I believe 12 hard-to-get
types who would not meet this criteria of 30 years of creditable service at age 60.
Actually, we had generally followed thils practice, I'm told, some years before we
ever had a policy on this. 8o apparently there is no prcblem - no real deterrent to
recrultment -- although under this peculiar exerclse we have Jjust gone through
[ transfer of State Department BI and NIS to CIA_7 it probably hes kept certain
people from volunteering to accept CIA employment.

MR. KIRKPATRICK: It seems to me the Retirement Board ls already followling
a discretionary policy in this regerd-~-

MR. HOUSTON: It's not really clear-cut in some areas. Take another one -
that CGarrison brought up. He has some Wage Board employees thet are specialists 1in
their field of printing or binding, or something -~ they are good - they are
specialists, and in fact thelr skill may increase -- and if he gets rid of them then
he has to go out and recrult people and then train them. Now that is not gomething
for the Retirement Board, that is a command decision. I think there is nothing in
the present or proposed Regulation which would prevent Jim Garrison from meking that
determination.

MR. - I don't see any other way to run this thing except the way it
is being run. The Retirement Board seems to have done a hell of a good Jjob, as far
as I can figure out, and they are terribly consclentious about i%, and no matter
how you legislate it you have to have something like this to get 1t done.

MR. HOUSTON: One fellow who had been fighting it gquite hard and who seld
he wouldn't retire, and he hed written to e Congressman, and to the White House, and

T invited him in to talk over the situation and he seid he was trying to get another

Job, and was cooperative.

MR. BATRD: How many people feel as-says they do, who say that

1k
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"If the Director tells me I should retire, I'1ll do 1t"?

MR. HOUSTON: No one else raised that question.

MR. KIRKPATRICK: The Director couldn't heve told him much more bluntly.

MR, BAIRD: That is what I think, but this-is a hardheade@DRA
and he says, "If the Director tells me - but he hasn't -- 1f he says 1t's the
policy of the Agency."

MR. KIRKPATRICK: What more does he want?

MR. BAIRD: Maybe he wante something more. But that is why I agked if
other people--

MR. KIRKPATRICK: I thought the letter was Just sbout as direct as it
could be and still be reasonebly polite.

MR. HOUSTON: T might mention two more things. We are trying to catch
up now on a 5-year program of five years in advance routine notification. The letters
have gone oub now for the 1964 eligibles and will go out for the 1965 eligibles next
week. These letters have been going to the components. I strongly feel that it
should be & routine notice to the individual.

MR, KTRKPATRICK: I think to the individusal. I don't know, maybe the
Deputies feel differently, but here 1s a good case for a little psychology within
the Agency, and as you Zfindicating Mr. Houston_7 sald yourself, your Board has greab
merit in the fact that you are completely outside of the line supervision area, and
therefore you have a lot more welght in what you sasy, and also the employee may feel
you are being a llttle more objective, particularly 1f there is any friction in the
area - which there is almost bound to be in many of these instances because a lot of
these people are almost inevitably not supervisors and are supervlised by someone
younger than they. So T think the letters might in the first lnstance go to the
individual, with a copy to the unit.

25X1A9a MR, - There is one thing I might say ebout the experlence of business‘

and other agencles that have had this pre-retirement counseling - thelr experience has

been otherwise, that 1t is better to go to the supervisor and let the gupervisor

notify the individual.
MR, HOUSTON: This we do on the two-year action. The five year action 1s

just a pure notification. On the two year one the supervisor takes action.

15
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MR. BATRD: I agree 1t should go to the employee, because the employee

knows then thet it's Agency policy -- even though -doesn“c ~- and not that
25X1A9%a

1t's the supervisor's pollcy or the head of the component's policy. It also
epables him to go to his boss and say, "What do you propose to do with me at the
end of five years?"

25X1A%9a MR. KIRKPATRICK: One of _objections was that it is discrimin-
atory because some are forced to retire and others aren't -- which of course 1s
illoglcal on his part. This reenforces your point.

MR. ECHOLIS: I'd like clarification on one polnt here. I notice on this
gtatistical report, Lerry, that under your caption "Extended by the Retirement Board"
there 1s a zero for the D‘D/l’ component. Does this mean that no cases have come be-
fore the Board from the DD/ I that were favorably acted on?

MR. AMORY: I think it's because our own policy 1ls as libveral as anything
the Board would do, so they have been extended by us. I heve down here 12 pending
action between my Office and Personnel, and we e%tended 26.

MR, ECHOLS: In other words, your initial determlnations may include not
only the people you want to keep bub--

MR. AMORY: You see, I have felt that at age 65 they're just as good. as
at 62, so I'm pretty tolerent, and if a person doesn't really want To retire, or if
they have & mortgage that won't quite be pald up at age 62, I don't require a great

deal of argument to let them go on to 65 -- because I think the most comparable

situation in civilian life 1is 65 - they run 65, 66, and 68 -- end it's pretty hard

to tell an economist who ig working here and who has glven up any chance at 62 to

go to work anywhere except for charity that he can't work at least as long as his

colleagues in the Universlty of Wyoming or California, or anywhere else. So that is

why our cases have peen settled in the lower court and haven't gone to the Clrcult

Court of Appeals.

25X1A9a MR. HOUSTON: Mr. - keeps track of the eligibles and keeps constant

contact with_ Por instance, here is a 1ligt from -notiﬂg the
25X1A%9a ’ 5% 1A93

ones 1in the DD/I on which agreement has been reached.

MR. ECHOLS: Does this mean the Board serves no purpose as far ag the

DD/I is concerned?
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MR. BAIRD: It agrees with the action in the DD/I.

MR. AMORY: I'm pretty rough on people over 65. There might be somebody
who wants to stay on from 65 to 70, and my people say, "No, you can't” - then he
would be a case for the Board. Some of these may be in fact sort of deferred cases.

MR. ECHOLS: Our Agency Notice says that the Deputy Director mey exempt
them when there is a positive need for thelr services; the implication is that other-
wlge the case will go to the Board, which will consider personal preferences, per-
sonal circumstances, and so on. But as I understand 1t, under Bob Amory's procedure
he makes the initial decision that for compassionate reasons, or because his perform-
ance is adeguate, or because he needs the man, he makes the initlal decision and 1%t
never goes to the Board.

MR, HOUSTON: This is why I said that in the early days, rightly or wrongly,
we adopted different policy statements for different components. In the DD/I they
sald they wanted to maintain a more lenlent attitude. This is partly the basic
factor - there is no stated objective in this exercise.

MR, FECHOLS: The reason I asked this question is because this has been
promulgated as an Agency Notice and now 1t should be converted to something more
permanent.

’ MR. KIRKPATRICK: And also, Larry, on your point sbout no stated objective,
I think it would be very wise to have a stated policy in writing.

MR, HOUSTON: That is the most ilmportant thing I want to bring up here in
this meeting - just how this objective will be stated. Frankly, the Boaerd has been
a little confused as to just what the objective was.

MR. KIRKPATRICK: The objective mainly, as far as DD/P ie concerned, is to
keep the Agency young and the road to promotion more open.

MR. HOUSTON: But to say "keep the Agency young" doesn't really apply too
much to Bob's shop.

MR, BATIRD: Is there any maglc about 20 years of service over 191

MR, ECHOLS: Oh yee indeed -- put together with age. The only thing I
know about 20 years of service is that if a man has 20 years of service and is age

50 on an involuntary separation he can immedistely get asn annuity. That 1s the

maglc of 20 years.
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MR, BAIRD: Well, I'm one who wlll have reached the age of retirement
before I will have had 20 years' service.

MR, - These are the principal beefs we get from fellows like -

25X1A9a - ete.
25X1A9a

25X1A9a MR. - There is no difference between 20 at age 60--
MR, ECHOLS: These people have Social Securlty coverage--
MR. AMORY: You don't need very many years of Social Security--
MR. ECHOLS: 20 quarters, isn't 1t, Larry?
25X1A9a MR.- Tt will eventually be up to 40 quarters by 1970 -~ it's

going up gradually.

COLONEL WHITE: T take it we all want to continue this policy. I feel
very strongly we should; as a matter of fact, I don't see how in the world we
could have & surplus personnel procedure and not have this too -- we must go ahead
with 1t. And secondly, it seems to me we want to go ahead with the Board as it's
presently constituted, with flexibility built into it as it is now. But there 1s a
need for a clearer policy stabement in & Regulation rather then in a Notice.

MR. HOUSTON: I think you are going to have to say something about the
needs of the Agency conelstent with the particular needs of the components.

COIONEL WHITE: I think I would suggest that the pollcy statement stay
away from the compassionate reasons. I don't say that we should not be compession-
ate, but when you put that in - as to whether or not 1t's a financial hardship for
gomeone to retire or not, it's always & financial hardship for most everybody retiring,
and you get into a question of degree there which I think it would be bad to put into
a Regulation. As far as the Regulation 1s concerned 1t should be based on the Agency's
needs and not on compassion.

MR, AMORY: I thought the other way a year ago when we were dlscussing
this, but Von argued your wey, and so my so-called DD/I retirement procedures doesn't
gay anything about 1%t.

MR. ECHOLS: If it is agreed, then, we will come forth with & new Regulation
developed in collaboration with the Board, and try to bulld a fair statement in here

ag to objectives.

MR. HOUSTON: I have the next work on that because I have comments from
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both Otto and Eric -- but if you will be thinking about a policy statement, too,
we will appreciate it.

MR. KIRKPATRICK: I think, to run through these points mede by the IG:
Point (a) -~ everybody agrees 1t has been effective for the Agency ~ statistics
support it; Point (b) is that we know of no reason why, because there are rumors of
Adnministration opposition to early retirement, that we should change ours.

MR. HOUSTON: In that connection, Williem P. Gulledge (Senate Committee
on Pogt Office and Civil Service) at lunch said he thought they would be able to
report out an even earller retirement. He gald probably a 1% reduction between age
50 and 55. And he said the Administratlon did present objections - but still, if
it's the will of Congress--

MR. KIRKPATRICK: The point being, we don't think we are out of step.
Point (c) is there 1s no effect on recruiting that is vislble.

MR. ECHOLS: No bad effect.

MR. BATRD: How about Bob Amory's lateral entry -- when you get people 1n
at the age of 35 or 40 because they are economists in short supply--

MR. AMORY: Well, we actually have not been hiring them for a good many
years. In 10 years this problem will be virtually negligible. It's & problem with
a finlte end to it.

MR. KIRKPATRICK: Point (4) - the anewer to that is the program has been
interpreted liberally. Polnt (e) - if we're going to get out a Regulation, that
takes care of that; and that would also take care of (£).

25X1A% e, [ oxey.

MR. ECHDIS:””Agenda item Lb: +the object is to find out what your consensus
is as to what we should be concentrating our attention on in the coming year.

25X1A9a B Gt the Career Service pack on the track.

MR. BCHOLS: That 1s No. 1.

COLONEL WHITE: Are you golng to take up the Career Development Board?

MR, ECHOLS: Yes. I have s list of things here. We postponed the estab-
1ishment of the Career Development Board because we couldn't tackle that end run

701 at the same time, but I think the time for it is obviously at hand. We have

25X1A9a the DD/I and 00/P nominees - [N -1 vou vent to change

them - because these nominatione were made some months ago. But I would suggest that

19
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1f we get the nominations for the Board, the Board should be constituted immediately.

MR. KIRKPATRICK: Who is the other nominee?

251A%  coromm. norve: |
25X1A9a

thought it would be a good idea to have the Board itself review this Regulation and
sort of devise 1its own charter and pollcy statement.
25X1A9a MR.- As far as 701 is concerned what made the difference in timing -
of doing it now and not slx monthe ago?

COLONEL WHITE: T really don't think -- as far as I was concerned, that
wasn't the real reason. The real reason, I thought, wes because it was premature to
constitute this Board until the Director had taken actlon on the IG's survey on the
training progrem of the Agency, in which there wag another Board recommended, and
when we discuesed this my understanding was we decided to make it all one Board --
and that 1s what we were walting on.

MR. ECHOLS: TYou're right -- it's right here 1n the minutes.

COLONREL WHITE: So there is no reason not to go shead.

MR, ECHOIS: So we will constitute thet Board immediately then, And I
can make svailable to the Board the materials we have on hand -- past conversations
as to the purpose of the Board and what its objectives ghould be, so they can start
planning.

MR. BAIRD: Am I ex officilo on that Board, or not?

MR. ECHOIS: You are indeed. Why do you say "ex"?

MR, BAIRD: Well, I'm not up to dete as to what was the final decision.

No decision was mede, was 1t7

MR. FCHOLS: We proposed--or I suggested, and I thought 1t was agreed, that
the Personnel Development Boerd and the development of tralning programs to help in
the development of people were so lnseparable that we would have a Jolnt activity.

I thought that was agreed to.
MR. BATRD: In effect, then, I am on the Board?
MR, ECHOILS: Yes indeed. And I em on the Board.

COLONEL, WHITE: You / indicating Mr. Baird / and Emuett, and three other

people.
20
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25X1A9a MR, ECHOLS: _ would like to propose as No. 1 priority--and I
am not sure Mr, Bissell will agree with you--the reestablishment of the Career
Service.

25X1A93a MR, - On this I really don't care. I still think it's No. L.

MR. KIRKPATRICK: I agree with you. I think 1t's the most important thing
we can do as a Board, and we ought to settle down and find out what is troubling the
Career Service and see what can be done and btake steps to get the morale up. This
is a hell of a time to not have Career Service, because I think morale is at rock
bottonm.

Let's remember thig, that this is for many of us the second time
through this operation on a Career Service. Let us remewmber this time that a Career
Service 1s not made by any legislation we put on the books, or by any regulations--
it's made by the splrit behind it and what is done to back it up. One of the first
priorities, I think, in the Career Service is after this Council decldes what we
want for a Career Service and how we are golng to implement it then get something out -
not with regulstory language, with all due respect to fine regulatlons, ete., but
something out 1n just exactly the form of this little booklet that came out on the
new building - about Cereer Service. If you can do it on a new building, which is
bullt of stone, you can do it about something that 1ls really built of spirit.

MR, BATRD: But how much guts have you got?

MR, KIRKPATRICK: What do you mean?

MR. BAIRD: It depends upon how much courage you have to make a Career
Service which rewards the able at the expense of those who aren't able. In this
business of ours I think you have to have a Service that really encourages top people
coming in and top people staying. And if you ere going to have a lot of other people
thet can do the humdrum things, tell them so. But you cen't reward everybody and
give them career development -- you can only do it by determining who are the people
you really want to push, and then make it attractive to them. But that takes courage.

MR. KIRKPATRICK: That is all the more reason for thls Councll getting out
gomething that is definitilve and specific, because 1t will be backed up by action --
and this surplus group under 701, particularly in the DD/P area you're golng to have

people start feeling that you really mean it. But I think there 1s an urgency about
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this, because I am personally concerned sbout the exocdus of some people--
25X1A9a MR- And it hasn't started yet. In other words: "You ain't seen
nothing yet."

MR, ECHOLS: Dick, have you anything else you want to submit for the DD/P?

25X1A9a NER- T have sn ides it's going to teke awhile to get this one out

of the way.

MR. AMORY: When will your firat launch of the TOl be completed? The

1st of July, I heard.

25X1A%a MR.- Thet 1s still what they're shooting for, but these things

grind away.

MR, KIRKPATRICK: You both must realize thet on July 1 we are required %o
submit & progress report +to the House Approprilations Committee.

MR, BATRD: I would like to find out, just for my own education, how TOL
is going. I know what I am doing, and I know I'm going to be very unpopular with
those people that are going to be affected. But how is it golng elsewhere?

MR. ECHOLS: Well, we have about five small exercises in process, SOmMe
of which are right up to the gun where the Director is about to silgn off on the
geparation of individusls by neme. I got a report this morning on the DD/P status.
Dick knows the situation petter than I do. I'm told thet sometime next week the
memo o the Director egtablishing the existence of a surplus situation or an imbalance
situation, and giving the numbers by grade, will g0 to the Director. And how long it

will take to accomplish the required ranking by the Career gervice after that? As

expressed to me, they thought 1t would teke a full 45 days - the 45 days permissible

ag provided for in the Regulation. 8o that will teke us into July.
MR. BAIRD: I meent more ig 1t really going to be pushed? Is 1t really

going to get rid of people? Maybe in this we are talking agbout 50 people, agency-wide.

COLONEL WHITE: I have a paper that is quite far along. We have a surplus

of seven in the "A" Service. T heve another Panel meeting now on & surplus of eleven

in the Management Staff. And esnother paper, which would go up on the lst of July,

in which there is a gurplus of six in the Records Management ataff. There are some

actions. How 1t willl all come out, T don't know, but it's moving along.

MR, ECHOLS: I don't know whether DD/P would care to glve en estimate of
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what thelrs might be.

25X1A9a vRJJ| £ con't neve oy saee.

MR. ECHOLS: I have been told, but I wouldn't want to state it without

your permlsslion.
B 25X1A9a

MR, BAIRD: TYou're L indicating Mr-_7 going to use it, aren't you?

25X1A9a MR- I guess so.

MR. BAIRD: I sure hope so -- because I think that is golng to be a help
to keep and to get JOT's.

MR, ECHOIS: Another item on the agenda--and Dick Bissell isn't here--
is he nailled me at our last Supergrade Board Meeting and indlcated he wanted the
early retirement for the DD/P put back on the production line. I can give you a
little rundown on the status of that.

MR. KIBRKPATRICK: Before we get into that--isn't this & little inopportune?
0f all the unhappy atmospheres over the last ten years I can't think of a less happy
one to bounce this one out.

25X1A9a MR, - Who 1s going to teke that up to the Congress? Why not be

realistic about it.

COLONEL WHITE: We can't take it up to the Congress unless we have demon-
strated we can do the best we can with this 701. But we can't get permlssion to
take 1t up there, and we don't dare take it up there. But if Dick Bissell wants to
have it discussed at the Career Council--

MR, KIRKPATRICK: I move we defer discussion on it.

25X1A% . | 75 20een't Bmett go ana telk to Dick Bissell on this. Ve

have exhausted this dilscussion; there isn't anything more to discuss.

MR. KIRKPATRICK: We have drafted legislation, we have had legislatlon
in Committees, and we have been told by the Civil Service Commission, the Bureau
of the Budget, and the two Post Office and Civil Service Committees that 1f we are
creating [-an exceptilonal classj among career employees they will not consider it.

25X1A9a so T agree with|[Jij oot tortver atscussion will not ve profitable at this

moment .

MR, ECHOLS: Okay. I will render a report to Mr. Bissell on what we have

found out.
23
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MR, KTIRKPATRICK: Or you can take him several volumes of our minutes.

MR, ECHOLS: I think the Career Council could continue to work on
ideas under which the program could be carried out, but I wouldn't recommend an
actlve program.

Mr. Amory, do you have any specific reguests for priority
attention in our personnel program?

MR, AMORY: I don't think so.

COLOWEL WHITE: You have the ones that came up et the DD/S Staff Meeting
yesterday.

MR. ECHOLS: <Yes, a couple came up at the DD/S Staff Meeting yesterday.
One was a criticism that our overtime policy was not being uniformly eppllied. And
particularly this affects the Office of Communications, because thelr people get
around so much, and they find that thelr people, depending on where they are located,
and so on, and what the conditions of employment are, they are under different super-
visors who have different attitudes toward the application of Agency policy. And in
addition, in the case of our JMARK Project a speclal overtime concept of a premium
compensation plan was adopted, which is something not provided for by normal Agency
regulations, so we have a new system of overtime compensation put into effect -~
and thils, of course, agein crested problems with the communications people who are
assigned to the Project - instead of getting what they would normelly have gotten
under Agency published policy they found there was a tendency to pay them under a
different program and different policy.

MR. KIRKPATRICK: I suggest, Ermett, that you take a look at the minutes
of the Career Council when this business of overtime was last dlscussed, in some
great detall, 1lncluding an analysis presented to the Council on how much overtime
was worked in the varlous components, and what grades, end if after you have analyzed
this you think you can achieve any change in the Career Council's attltude from what
finally came out of those discussions then we might take it up again. My personal
belief is we wouldn't.

COIONEL WHITE: I believe the policy is a good policy, and, just like
Fitness Reports, we are golng to continue to have some variations in the way in

which it is administered. It might be worthwhile to heve a short diecussion on 1%
24
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sometime, because I think we should strive for more uniformity in the way it is
administered. But it's like striving for uniformity in other things - you're never
going to get the ultimate. We ought to strive for more uniformity, but I don't
think we ought to put an awful lot of time on it. And I think the policy is a good
policy.

MR. ECHOLS: Matt Baird has had a Task Force working on the JOT Program.
Are you going to make a report to the Career Council on that?

MR. BATIRD: Not today.

MR, ECHOLS: I didn't mean todey.

MR. BATIRD: I would think the Career Development Board would be the better
place to staff it out, before presenting any conclusions to the Career Council.

COLONEL WHITE: I think we should have, sometime during the course of the
year, a presentation on that to the Career Council.

MR. ECHOLS: Also at Red's Staff Meeting yesterday there were complaints
about the lack of comparsble standards for the execution of Fitness Reports through-
out the Agency -- not only throughout the Agency but differences among components.

MR. KIRKPATRICK: T suggest on this subject--as you know, it's among the
ones I mentioned to you--that at an early meeting we have a presentation made by

25X1A9%a
_or whoever it would be, on Fitness Reports, and how they were doing, and
ask if anybody has any ideas.

MR, ECHOLS: Are you implying the particular form is a bad form?

MR. AMORY: The form basically is a good one.

MR. KTRKPATRICK: I'm not saying one way or the other - I'm simply asking
for a review by experts who use them all the time.

MR. AMORY: I know I have difficulty in my own offices with some more
hardnosed than others on it, and I think some kind of a statistical analysis of
how many 1's, 2's and 3's, etc. - you could arrange & 1ittle tabulation, which would
be mutually informative, and those who are glving the highest ones could urge their
people to move down, and those who are golng below could come up. Because there is
no question about it that a person who moves around and has gotten a high evaluation
in one place and then he shows up with a 3 or U4 two years later, when the question

of competitive promotion comes up he is hurt. As long as he stays in the same office
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he's all right. Of caurse, this 1s the sort of thing you have in the military all
the time.

COLONEL WHITE: There 1s one thing which has crept into practice which
should be stopped. We should strive for more uniformlty and just keep striving,
but & lot of components now--I have one or two there and there are some in the DD/P,
etc.--they will write right in there: This Fitness Report is made out under the
standards of the Office of something or another--and it gives the connotation that
these are their standards and they are not Agency standards. We ought to stop all
of that stuff, because the employee gets the impression, "Well, I was rated according
to the Comptroller standards, or EE standards, but they are different."”

MR. KIRKPATRICK: This also glves him s very strong argument in case of
selection out.

MR. ECHOLS: I question whether the motivation of these offices ig to
establish different standards. Most of these certifications are a rubber stemp deal,
and they say, "When we say average, we mean average."

COLONEL WHITE: Well, we ought to say when the Agency says standard this
means standerd.

May I ask one question here. If we are going to get at this thing
which seems very important to all of us - what is the Career Service, etc. - if we
are going to get at thie thing we are really golng to have to do something besides
meet here for an hour and a half, and I'm wondering if you all would be willing -
go yourself or plck out a few selected people - to go down to_for two or

25X1A6b
three deys, or whatever time 1s necessary, and really hammer this out.

MR. KIRKPATRICK: Yes.

COLONEL WHITE: Because we wlll be here a year from now by just meeting
once a month. If we went down there we could sit around a table and talk this
thing out.

MR. KIRKPATRICK: I think the same thing might be true on the career
concept thing - if we teke a day or two down there and get this thing thrashed out -
I think it's that vital for the sake of the Agency, because if we don't get it

straightened out it's golng to be one of the reasons we don't have an Agency.
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COLONEL WHITE: We need more than this group, really. But I think we

ought to go down there and say we're going to stay there two or three days, away

from the telephones, etc., and thrash 1t out.

The meeting adjourned at 3:20 p.m.

27

Approved For Release 2001/07/12 : CIA-RDm§000800120031-1

CONFIDENTIAL



